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This  digest,  prepared  by  the  Mayor's  Office,  has  not  been 
reviewed  by  the  members  of  the  Home  Rule  Commission.   It  repre- 
sents, however,  a  sincere  effort  to  reproduce  the  substance 
and  frequently  the  language  of  the  Report. 

Copies  of  the  full  Report  can  be  obtained  at  any  branch 
of  the  Boston  Public  Library  System,  at  any  Boston  Little 
City  Hall  or  at  most  university  libraries  in  the  metropolitan 
Boston  area. 
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PART  ONE:   INTRODUCTION 


I.   Methods  of  the  Commission 

The  Home  Rule  Commission  was  appointed  by  Mayor  White  in 
June  of  1968,  composed  of  fifteen  individuals  who  could  exercise 
independent  judgments  about  the  needs  of  the  City  from  a  variety 
of  perspectives,  including  business,  the  press,  lav/,  politics, 
medicine,  the  ministry,  teaching  and  voluntary  associations. 
Although  the  memb3rship  of  the  Commission  changed  somewhat  during 
its  two  and  one-half  year  existence,  the  variety  of  viewpoints 
and  the  essentially  independent  nature  of  its  deliberations  have 
persisted . 

From  its  inception,  the  Boston  Home  Rule  Commission  has 
construed  its  mandate  broadly.   Its  concerns  have  ranged  from  basic 
structural  changes  in  the  organization  of  municipal  functions  to  the 
composition  and  appointments  of  municipal  officers,  and  the  powers 
and  functions  of  city  agencies  and  their  relationship  to  one 
another.   The  Commission  viewed  its  delib3rations  as  an  exercise  in 
the  rights  and  responsibilities  of  self-government  in  local  matters 
affirmed  by  the  Home  Rule  Amendment.   This  Report  is  submitted  as  a 
working  document  reviewing  the  government  of  the  City. 
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II.   Goals  of  the  Commission 

In  its  review  of  city  government  operations  and  problems, 
the  Commission  has  identified  three  general  goals  : 

Efficiency,  the  provision  of  the  most  effective  and  satis- 
factory municipal  services  for  the  least  cost. 

Responsibility,  the  strengthening  and  streamlining  organi- 
zation to  make  all  city  operations  more  directly  accountable  to  the 
Mayor  and  the  Mayor  more • accountable  to  the  City  Council  and  to 
the  people. 

Responsiveness ,  the  provision  of  municipal  services  and 
formation  of  policies  which  reflect  the  variety  of  interests  and 
concerns  of  the  people  and  community  groups  of  people  in  the  City. 

The  three  goals  focus  on  differing  aspects  of  the  essentials 
of  city  government  :  responsiveness  looks  to  the  people,  the  con- 
stituents of  the  City;  responsibility  involves  probing  the  organ- 
ization, the  internal  structure  and  lines  of  authority  within  the 
City;  and  efficiency  rests  on  the  use  of  personnel  and  financial 
resources  to  provide  the  services  of  the  City.  If  any  one  of  the 
three  goals  fails  of  achievement,  the  others  may  also  fail. 

A.   The  Goal  of  Responsiveness 

1.   Responsiveness  and  Decentralization 

Local  government  is  the  front-line  service  agency  to  the 
citizen.   It  is  the  first  to  hear  the  demands  and  accusations  that 
arise  from  the  dislocations  of  a  rapidly  changing  and  turbulent 
society.   As  citizens  we  want  more  and  better  services  from  our 
local  government.   When  we  cannot  get  the  results  we  would  like  from 

it,  frustration  and  anger  often  result,  because  we  do  not  seem  able 
to  influence  and  affect  the  very  government  that  should  be  closest 
to  us  and  the  most  responsive  to  our  needs  and  concerns. 

The  outcry  regarding  city  government  in  Boston  has 
characteristically  been  focused  around  certain  communities  of  the 
City.   Serious  problems  of  communication  and  cooperation  have 
arisen  between  City  Hall  and  local  people:   In  Charlestown  and  the 
South  and  West  Ends,  concern  has  been  voiced  about  urban  renewal  plan- 
ning and  building  demolition,  rehabilitation,  and  construction;  in 
East  Boston,  about  the  port;  in  Jamaica  Plain,  about  the  management 
of  public  housing;  in  Dorchester  about  the  shortcomings  of  the 
code  enforcement  program;  in  West  Roxbury,  about  high-r>ise  construction; 
in  South  Boston,  about  the  need  for  new  schools;  in  Roxbury  about 
discrimination  against  blacks;  and  throughout  the  City  a  clamor 
has  been  heard  regarding  infill  housing. 

Whatever  may  be  the  merits  of  these  past  or  continuing 
controversies,  they  create  a  serious  situation  for  Boston  govern- 
ment.  On  the  one  hand,  large  numbers  of  residents  in  many  parts 
of  the  city,  convinced  that  public  officials  are  insensitive  to  their 
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needs  and  wishes  and  that  the  governing  mechanisms  of  the  City 
are  inaccessible,  either  become  apathetic  in  their  attitude 
toward  the  City  or  desire  some  form  of  "community  control" 
over  the  city  programs  and  resist  programs  in  which  they  have 
not  had  sufficient  voice.   On  the  other  hand,  city  officials  are  often 
frustrated  in  efforts  to  obtain  the  cooperation  or  consent  of 
local  communities  to  programs  conceived  in  good  faith  for  their 
interests,  because  they  are  unable  to  relate  to  the  community  or 
perceive  who  are  the  legitimate  representatives  of  the  community, 
if  any.   At  the  present  time,  a  growing  community  self-consciousness 
has  produced  a  growing  sensitivity  on  the  part  of  city  officials 
to  the  need  for  local  community  "consent."   But  there  is  no  frame- 
work or  mechanism  by  which  useful  communication  can  take  shape  or 
consent  can  be  reliably  manifested. 

"Decentralization"  is  a  word  weighted  by  many  connotations 
that  elicit  conflicting  attitudes.   As  used  by  this  Commission, 
however,  it  means  simply  a  structure  of  defined  powers  and  local 
constituencies  by  which  city  government  can  more  effectively 
respond  to  the  concerns  and  needs  of  the  communities  within  its 
jurisdiction.   The  Commission  recommends  steps  toward  major  ad- 
ministrative and  political  decentralization  of  city  government  in 
its  chapters  on  decentralization  and  on  the  School  Committee.   It 
further  urges  that  a  majority  of  the  City  Council  be  elected  by 
districts,  as  another  means  of  fostering  a  greater  responsiveness 
to  the  citizens  of  the  City. 

2.   Information 

) 

Another  mark  of  a  responsive  city  government  is  the  quality 
and  availability  of  information  about  it.   Too  much  of  Boston 
government  is  accessible  only  through  the  informal  communication 
of  knowing  the  right  person  to  call.   This  cuts  across  all  aspects 
of  the  City,  from  the  statutes  governing  its  operation  to  adminis- 
trative arrangements. 

The  Commission  welcomes  the  codification  of  all  special 
laws  relating  to  the  City  of  Boston  now  being  completed  by  Mr. 
William  Kerr  of  the  City  Law  Department,  and  it  urges  that  the 
codification  be  printed  and  enacted  as  the  authoritative  code  for 
the  statutory  law  relating  to  the  City.   This  would  be  a  splendid 
and  major  contribution  to  city  government  and  to  Boston  Home  Rule. 

In  addition,  a  popular  guide  to  city  government  for  the 
citizen  and  other  ways  of  communicating  what  city  government  can  do 
for  the  citizen,  should"  "be  available.   A  more  comprehensive, 
understandable  and  less  technical  publication  than  the  Municipal 
Register  would  be  of  enormous  use  to  those  within  and  outside  of 
the  city  administration.   The  recent  code  enforcement  booklet 
published  by  OPS  and  the  Housing  Inspection  Department  is  a  good 
.  example  of  a  popular,  non-technical  publication. 

City  government  should  not  be  a  mystery  to  the  people  of 
Boston.   This  only  compounds  the  distrust  and  suspicion  of  its 
activities  and  motives.   A  general  public  information  program  could 
be  an  effective  force  in  bringing  the  workings  of  city  government 
closer  to  the  people  who  need  it,  use  it,  and  fund  it. 
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B.   The  Goal  of  Efficiency 

Efficiency  is  clearly  one  of  the  most  severe  problems 
facing  government  today.    Despite  considerable  fanfare  in 
scholarly  and  popular  publications  regarding  the  possible  role 

)of  technology  in  such  fields  as  fire  and  police  protection, 
teaching,  sanitation,  housing  and  health  care,  such  technological 
innovations  tend  (when  feasible  at  all)  to  provide  only  one-time 
increases  in  productivity,  and  are  thus  insufficient  to  hold  down 
in  any  consistent  fashion  the  spiraling  costs  of  labor-intensive 
service  functions.   For. .this  reason,  economists  have  recently  predicted 
that  the  rise  of  municipal  costs  will  consistently  and  inevitably 
outstrip  general  inflation  in  the  economy. 

It  seems  likely,  then,  that  the  best  hope  for  stemming 
the  tide  of  rising  governmental  costs  is  on-going  evaluation  and 
modernization  of  the  structure,  management,  and  resource-utilization 
of  city  government.   Managerial  innovation  in  government  may  serve 
a  role  in  raising  productivity  analogous  to  technological  innovation 
in  manufacturing. 

One  of  the  most  problematic  elements  in  any  discussion  of 
productivity  in  municipal  government  is  the  measurement  of  output, 
or  services.   A  recent  survey  of  Boston  residents  (by  the  Harvard- 
MIT  Joint  Center  for  Urban  Studies)  suggests  that  there  is  con- 
siderable dissatisfaction  with  the  quality  of  city  services,  but 
varying  standards  and  levels  of  expectation  make  that  quality 
difficult  to  measure.   In  the  Chapter  on  Fiscal  Systems,  the 
Commission  encourages  the  introduction  into  the  city  budget  process 
of  a  program  planning  budget  system  (PPBS)  which  is  intended  to 
encourage  the  articulation  of  objectives  and  the  measurement  of 
achievement  in  relation  to  program  goals.   No  concept  of  efficiency 
in  municipal  government  is  valid  without  constant  probing  into 
the  issue  of  what  the  City  is  producing. 

The  theme  of  efficiency  appears  throughout  the  Commission's 
Report.   The  mechanism  central  to  any  improvements  in  efficiency — 
the  budget — is  examined  in  considerable  detail.    In  addition  to  PPBS, 
improvements  in  presentation  format,  calendar  scheduling,  prepara- 
tion, and  control  procedures  for  both  capital  and  operating  budgets 
are  urged  by  the  Commission.    Similarly,  it  recommends  procedural 
improvements  in  contract  approvals  and  tax  title  procedures  which 
should  expedite  and  simplify  those  processes,  directly  saving  the 
City  sizeable  and  unnecessary  costs.   The  serious  inefficiencies  of 
the  State  Civil .Servi oe   System,  to  which  Boston  is  subject,  are 
described  and  an  alternative  presented. 

The  elimination  of  structures  that  do  not  effectively 
function,  and  the  conjunction  of  functions  that  could  work  better  as 
a  result  of  their  amalgamation  is  another  efficiency  method  favored 
by  the  Commission.   Thus  in  its  chapter  on  Boards  and  Commissions, 
•  after  setting  out  guidelines  for  evaluating  boards  for  different 
functions,  the  Commission  urges  elimination  of  many  commissions  in 
the  city  administration.   The  licensing  and  housing  and  development 
recommendations  of  the  Commission  seek  to  achieve  more  effective 
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programs  as  well  as  savings  of  scale  (in  terms  of  utilization  of 
personnel)  through  departmental  consolidations. 

C.   The  Goal  of  Responsibility 

1.   The  Basic  Position  of  the  Commission 

Boston  has  long  been  an  example  of  a  municipal  government 
structured  on  a  premise  of  basic  distrust  of  the  people  who  govern 
the  City.   The  hallmarks  of  this  attitude  are  the  Finance  Commission, 
established  as  a  permanent  governor-controlled  and  city-financed 
investigating  body  in  1907;  the  Licensing  Board  which  from  1906 
has  overseen  alcoholic  beverage  licensing  from  the  perspective 
of  the  Governor  of  the  Commonwealth  who  appoints  its  members;  and 
the  State  Civil  Service  Commission  which  sets  qualifications  and 
procedures  for  hiring  of  city  employees.   The  dominance  of  the 
powers  of  the  Mayor  of  Boston  in  relation  to  the  City  Council  no  doubt 
mirror  the  fact  that  the  City  Council  is  more  distrusted  than  the 
Mayor. 

The  symptoms  of  distrust  of  elected  officials  are  to  be 
found  wherever  one  turns  in  the  city  structure:   The  separate  boards  of 
BRA  and  BHA;  the  staggered  terms  of  major  department  heads  which 
can  deny  to  a  Mayor  his  own  early  appointments  to  a  major  operating 
agency;  entities  such  as  the  Suffolk  County  Courthouse  Commission. 

In  general,  this  Commission  takes  the  view  that  the  dilution 
of  authority  resulting  from  such  structures  lessens  the  quality  of 
municipal  government.   Agencies  that  are  not  responsive  to  executive 
control  develop  their  own  sources  of  power,  their  own  relationships 
with  private  interests,  which  can  be  as  damaging  to  the  life  of  the 
City  as  a  poor  chief  executive.   The  difference  between  a  bad  mayor 
and  a  bad  independent  agency  is  that  the  activity  of  an  independent 
agency  is  usually  less  visible,  the  spectrum  of  interests  to  which 
the  agency  feels  accountable  is  far  more  limited,  and  the  ability 
to  effect  change  where  independence  is  statutorily  mandated  is  much 
more  restricted. 

Moreover,  dilution  of  the  basic  powers  of  the  Mayor  and  City 
Council  confuses  their  responsibility  to  the  electorate,  and  it 
inhibits  the  electorate's  ability  to  identify  important  issues, 
assign  responsibility  for  problems,  and  effect  change.   The  people 
of  Boston  deserve  the  kind  of  Mayor  and  City  Council  they  vote  into 
offiGc.   They  do  not  deserve  an  elaborate  tangle  of  agencies  that 
are  not  accountable  to  them  through  their  elected  officials. 

The  Commission  therefore  takes  a  clear  philosophical  position 
on  the  issue  of  responsibility  and  accountability  in  municipal  govern- 
ment.  The  Commission  believes  that  both  the  Mayor  and  the  City 
Council  should  be  strengthened;  that  the  Council's  budgetary  powers 
and  its  general  powers  or  oversight  of  executive  performance  should 
be  increased  significantly  at  the  same  time  that  clear  lines  of 
accountability  to  the  Mayor  are  established  for  all  executive  opera- 
tions of  city  government. 
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To  give  the  Mayor  the  sort  of  control  of  city  government 
which  corresponds  to  the  accountability  which  he  ought  to  have  to 
the  electorate,  the  Commission  recommends  such  measures  as  the 
abolition  of  the  Finance  Commission;  bringing  the  Licensing  Board 
within  a  new  city  department  under  the  Mayor;  abolition  of  the 
Boston  Redevelopment  Authority  board  and  restructuring  its  activities 
within  departments  of  the  City;  budgetary  control  of  the  School 
Department  and  abolition  of  the  School  Committee;  and  restructuring 
of  civil  service  to  permit  a  more  flexible  means  of  attracting  manage- 
ment talent  to  the  City. 

2.  Coterminous  Terms  of  Major  Department  Heads 

One  particularly  serious  defect  of  the  present  City  Charter 
is  that  an  incoming  mayor  may  not  be  able  to  appoint  five  key 
department  heads  until  he  has  been  in  office  for  from  one  year  to 
a  full  term.   The  Corporation  Counsel,  Fire  Commissioner,  Penal 
Institutions  Commissioner  are  appointed  for  four-year  terms,  but  the 
terms  do  not  coincide  with  the  Mayor's.   The  Building  Commissioner 
and  Police  Commissioner  are  appointed  for  five-year  terms. 

In  practice,  this  means  that  a  mayor  must  often  work  with 
five  key  people  who  are  not  his  choices — who  may,  indeed,  be  the 
appointees  of  the  man  he  defeated.   They  may  be  responsible  for 
problems  causing  major  public  concern  which  the  new  mayor  will  be 
expected  to  combat.   The  Commission  strongly  recommends  that  these 
five  department  heads  should  serve  at  the  pleasure  of  the  Mayor. 

3.  Strengthening  the  Staff  Capabilities  of  the  Mayor 

Mayoral  control  is  no  more  simple  in  practice  than  the  ac- 
countability of  the  Mayor  to  the  people  who  elect  him.   Both  involve 
elaborate  levels  of  attention  and  designations  of  responsibility, 
from  routine  functions  of  city  departments  to  crisis  resolving  de- 
cisions by  the  chief  executive.   To  enable  the  Mayor  to  orchestrate 
the  enormous  administration  he  heads  and  to  regulate  the  policy 
guidelines,  as  well  as  the  flow  of  personal  and  crisis  decisions, 
the  Commission  urges  the  creation  of  a  stronger  central  administrative 
capacity  in  an  Executive  Office  of  Administration  comprised  of 
administration,  budget,  planning  and  labor  relations  staffs. 

Strengthening  the  powers  of  the  Mayor  also  requires  a  City 
Council  with  larger  charter  responsibilities.   Accordingly,  the 
Commission  recommends  the  Council  have  the  power  to  raise  budgetary 
requests  of  the  Mayor,  in  addition  to  their  present  power  to  cut  the 
budg'et.   The  Auditor's  power  to  transfer  funds  between  departments 
and  appropriation  accounts  without  Council  approval  after  December 
10th — a  large  area  of  mayoral  power  and  discretion — is  limited. 
And  a  broad  conception  of  the  investigatory  power  of  the  Council  is 
also  affirmed. 


-6- 


< 


PART  TWO:   RECOMMENDATIONS  OF  THE  COMMISSION 

I.   Strengthening  the  Mayor's  Office 

A.  Goala  for  Reform 

The  Commission  concludes  that  a  single  central  staff 
agency,  possessing  professional  competence,  experience,  and  di- 
rectly accountable  to  the  Mayor,  should  be  established  with  the 
capacity  to: 

1)  provide  the  chief  executive  with  basic  policy-planning 
and  programming  capacity  to  assess  the  range  of  developmental, 
service,  personnel  and  fiscal  issues  in  light  of  program  and 
resource  alternatives;  and  choose  among  alternative  courses  of 
action. 

2)  exercise  for  the  Mayor,  by  means  of  the  budgetary 
process,  essential  coordination  and  control  of  the  capital  and 
operating  resources  at  the  disposal  of  the  City. 

3)  serve  as  the  administrative  arm  of  the  Mayor  with 
the  ability  to  (a)  investigate  any  questions  concerning  the 
operation  and  development  of  city  departments  and  activities; 
(b)  recommend  to  the  Mayor  any  legislative  changes  necessary 

to  establish  more  effective,  efficient,  and  economical  adminis- 
tration of  the  City;  and  (c)  initiate,  with  the  approval  of  the 
Mayor,  improvements  in  city  administrative  practices,  procedures, 
and  organization. 

B.  Reorganization  of  Administrative  Services  into  the 
Executive  Office  of  Administration 

To  implement  these  goals,  the  Commission  recommends  that  a 
new  department,  called  the  Executive  Office  of  Administration, 
replace  the  present  Administrative  Services  Department  and  its 
board.    The  new  Department  should  include  divisions  of  Administration, 
Budgeting,  Employee  Relations,  and  Planning,  each  headed  by  a 
Deputy  Commissioner  serving  at  the  pleasure  of  the  Mayor.   The 
Planning  Division  should  have  charge  of  the  City's  Master  Plan  and 
of  comprehensive  planning  for  city  growth  and  renewal.   It  would  re- 
place the  overall  city  planning  function  of  the  BRA.   The  Administra- 
tive Division  should  assume  the  functions  of  the  present  Administra- 
tive, pi  v-i  f-ion  of  -Administrative  Services  as  well  as  the  policy 
evaluation  functions  performed  presently  by  the  Office  of  Public 
Service . 

In  addition,  the  Commission  recommends  the  establishment 
of  a  new  department,  called  the  General  Services  Department,  to 
bring  together  most  of  the  basic  support  services  for  city  government. 
The  Purchasing  Division,  Printing  Section,  Data  Processing  Unit,  and 
Art  Commission  now  under  the  jurisdiction  of  the  Administrative 
Services  Department  should  be  transferred  into  this  new  Department, 
along  with  the  new  General  Accounting  Office  and  certain  functions  of 
the  Real  Property  Department. 
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II.   The  City  Council 

A.  Composition  of  the  Council 

The  Commission  believes  that  the  present  at-large  system  of 
election  is  disadvantageous  in  a  number  of  ways:   it  substantially 
increases  campaign  costs;  it  weakens  the  voters'  ability  to  judge 
candidates  knowledgeably  and  critically;  it  leads  to  direct  com- 
petition among  members  of  the  Council,  thus  hindering  the  close- 
working  relationship  that  must  exist  among  councillors  if  that  body 
is  to  function  smoothly;  and  it  leads  to  a  natural  over-representa- 
tion  certain  geographical  areas  of  the  City  and  certain  ideological 
points  of  view. 

To  overcome  these  problems  the  Commission  recommends  that 
the  City  Council  be  expanded  to  11  or  15  members  with  all  but  3  or 
lj  members  elected  from  districts.   The  precise  number  of  councillors 
should  depend  largely  on  geographical  considerations — which  number 
between  eight  and  eleven  would  produce  equally-sized  districts  that 
would  best  insure  some  degree  of  geographical  homogeneity. 

B.  Council  Budgetary  Powers 

Presently  the  City  Council  cannot  initiate  budget  requests 
or  increase  requests  submitted  by  the  Mayor.   This  limited  power 
permits  the  Mayor,  if  he  wishes,  to  ignore  the  demands  of  signifi- 
cant portions  of  the  City's  population.   Moreover,  it  can  lead  to 
irresponsibility  on  the  part  of  the  Council;  because  councillors 
have  no  power  to  initiate  a  new  program  or  to  increase  the  budget 
of  an  existing  program,  they  are  free  to  advocate  the  establishment 
of  various  programs  no  matter  how  extravagant  without  bearing 
significant  responsibility  for  the  cost  and  effectiveness  of  any 
such  program  that  is  enacted. 

For  these  reasons  the  Commission  recommends  that  the 
City  Council  be  give  n  power  to  initiate  and  increase  budget  requests 
subject  to  an  item  veto  of  the  Mayor  which  the  Council  can  over-ride 
by  a  three-fourths  majority. 

C.  Investigatory  Powers  of  the  Council 

Tt  i s  this  Commission's  belief  that  the  City  Council  should 
have  the  power  to  obtain  all  information  regarding  any  city  activity 
that  involves  city  funds,  or  state  or  federal  funds  which  require 
Council  approval.   This  power  is  absolutely  essential  to  any 
legislative  body.   The  Commission  is  not  in  a  position  to  judge 
whether  the  present  Charter  provisions  (centering  around  Sec.  17f) 
give  the  Council  the  full  legal  power  of  investigation  that  it  needs. 
However,  if  judicial  interpretation  makes  it  clear  that  the  present 
provision  does  limit  the  Council's  power  of  investigation,  the  pro- 
vision should  be  revised. 
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III.  The  School  Committee 

A.  Problems  with  the  Present  System 

The  over-riding  problem  with  the  present  system  of  an 
elected  School  Committee  with  semi-independent  budgetary  powers 
is  that  it  confuses  responsibility  for  the  School  Department  Budget 
and  hinders  effective  review  of  the  Department's  operations.   The 
School  Committee,  because  it  is  not  held  responsible  by  the  electorate 
for  the  city  property  tax  rate,  has  little  incentive  to  conduct 
a  thorough,  probing  review  of  School  Department  budget  requests  and 
seldom  makes  substantial  cuts  in  those  requests.   On  the  other  hand 
the  Mayor,  who  is  held  responsible  for  the  costs  of  city  schools, 
has  neither  the  staff  capacity  to  analyze  the  School  Department 
budget  thoroughly  nor  the  legal  authority  to  enforce  specific  budget 
cuts.   The  result  is  that  no  one — certainly  no  one  outside  of  the 
School  Department — knows  whether  a  School  Department  budget 
request  is  too  large  or  too  small,  or  whether  the  procedures 
and  policies  of  the  Department  are  the  most  effective  and  efficient 
available . 

The  Commission  also  believes  that  the  present  election 
system  does  not  accompli  **  the  purpose  of  providing  for  close 
citizen  participation  in  the  process  of  determining  overall  policies 
for  the  City's  schools.   In  a  manner  similar  to  the  at-large  City 
Council  elections,  voters  have  little  familiarity  with  School 
Committee  candidates,  School  Committee  elections  are  costly, 
and  certain  areas  of  the  city  and  certain  points  of  view  are  per- 
sistently over-represented  on  the  Committee.   Moreover,  the 
elected  School  Committee  has  not  isolated  the  City's  schools  from 
local  "politics".   Members  of  the  School  Committee  are  very  much 
part  of  the  local  political  scene:   nearly  every  Committee  member  in 
the  last  twenty-five  years  has  run  for  other  elected  offices. 

B.  Commission  Recommendations 

The  Commission  believes  that  the  only  method  of  overcoming 
the  budgetary  and  administrative  problems  that  exist  with  the 
present  School  Committee  system  is  to  give  the  Mayor  responsibility 
for  School  Department  operations  by  making  the  School  Department 
a  regular  city  Department  headed  by  a  Commissioner  serving  at  the 
pleasure  rf  the-  Mayor.-  Other  city  departments  are  not  run  by 
separately  elected  officials  because  some  central  authority  is  needed 
to  reconcile  the  conflicting  demands  between  departments,  to  judge 
these  demands  against  the  City's  fiscal  condition,  and  to  promote  the 
coordination  of  activities  that  involve  more  than  one  department. 
Separating  the  School  Department  from  this  central  authority  means 
that  no  one  is  in  a  position  to  decide  whether  the  marginal  dollar 
of  the  City's  tax  resources  should  be  allocated  to  the  schools  or  to 
the  police;  and  no  one  is  in  a  position  to  decide  authoritatively 
if  the  proper  place  for  youth  health  clinics  is  in  or  separate  from 


-9- 


( 


the  schools.   Only  by  making  the  School  Department  responsible  to 
the  Mayor  can  these  problems  be  resolved.  ij 

I 
However,  the  Commission  believes  that  the  Mayor  should  not 
assume  control  over  the  City's  schools  until  a  plan  for  providing 
citizen  participation  in  the  determination  of  city  school  policies 
is  established.   This  citizen  participation  should  take  the  form 
of  involvement  of  local  district  councils  (discussed  in  Section  IV 
on  Decentralization).   The  Commission  believes  that  citizen  partici- 
pation can  be  most  meaningful  at  the  community  neighborhood,  rather 
than  at  the  city-wide,  level.   This  Commission  has  neither  the 
expertise  nor  the  resources  to  recommend  a  specific  plan  for  such 
decentralized  citizen  participation.   But  the  guidelines  for  decentra- 
lization given  in  Section  IV  could  serve  as  a  model  of  a  minimal 
level  of  decentralization. 

The  Commission  believes  strongly  that  these  two  structural 
changes — concentration  of  overall  authority  for  schools  under  the 
Mayor  and  decentralization  of  citizen  participation  in  school 
affairs — must  go  hand  in  hand.   Decentralization,  the  Commission 
believes,  can  best  occur  with  strong  mayoral  control  over  the 
School  Department.   But  strong  mayoral  control  without  direct  and 
decentralized  citizen  participation  runs  the  risk  of  making  the 
schools  unresponsive  to  the  particular  needs  of  various  communities 
within  the  City. 

For  these  reasons,  if  a  plan  for  substantial  decentraliza- 
tion becomes  unfeasible,  the  Commission  recommends  that  the  Mayor 
not  be  given  complete  control  over  the  School  Department.   Rather 
the  Commission  recommends  that  the  present  elected  School  Committee 
be  replaced  by  a  Committee  appointed  by  the  Mayor.   The  Mayor  should 
be  able  to  appoint  a  majority  of  the  Committee  members  at  the  outset 
of  his  administration;  the  remaining  members  would  be  appointed  two 
years  later. 
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IV.   Decentralization  of  Government  Services 

— — — ^ — — 

- 

The  Commission  views  the  political  and  administrative  de- 
centralization of  Boston  City  government  as  an  essential  prerequi- 
site to  responsive  delivery  of  city  services  (discussed  in  Section 
II  A  of  Part  One) . 

Pursuant  to  these  objectives  the  Commission  makes  the  following 
recommendations : 

1.  The  city  administration  should  be  charged  with  proposing  a 
set  of  boundaries  dividing  the  City  into  twelve  to  sixteen 
contiguous  districts.   All  city  agencies  conducting  programs  or  pro- 
viding services  to  or  through  territorial  subdivisions  of  the  City 
should  be  required  to  conform  their  "maps"  and  associated  operations 
to  these  boundary  proposals.   Other  agencies,  including  ABCD,  and 
various  state  agencies  should  be  encouraged  to  conform  their 
operations  in  a  similar  manner. 

2.  The  city  administration  should  propose  a  definite  process 
by  which  citizens  and  local  communities  will  participate  in 
discussing,  approving,  or  disapproving  the  Commission's  Report  on 
Decentralization. 

3.  The  city  administration  should  establish,  in  conjunction 
with  local  groups,  an  acceptable  electoral  system  for  each  district. 
Differing  election  methods  could  well  be  appropriate  in  different 
communities--representative  town  meetings,  sub-district  council 
elections;  at-large  council  elections,  etc.   Without  presuming  to 
assert  one  single  suitable  form  of  electoral  system,  the 
Commission  nevertheless ' is  convinced  that  some  electoral  system 
should  be  operative  in  each  local  area  within  two  years.   The  choice 
of  a  system  should  largely  be  that  of  the  local  community. 

^ .      The  district  councils  to  be  established  through  these 
elections  should  have  from  five  to  fifteen  members  and  budgetary  pro- 
visions for  staff  including  at  least  one  full-time  executive 
secretary  and  one  other  full-time  professional,  plus  necessary  clerical 
support.   Councils  should  be  free  to  set  up  subcommittees  or 
citizens'  task  forces  in  whatever  manner  they  see  fit. 

5.   Each  local  district  council  should  be  responsible  for 
articulating  the  policies  and  preferences  of  the  district  population 
with  regard  to  the  manner  of  performing  municipal  services  within 
the.  .«?•*  Q-f-,-ri,r,t — including  the  ordering  of  district  priorities  regarding 
the  allocation  among  various  programs  and  projects  of  departmental 
resources  available  to  the  district.   Thus  the  district  council 
should  be  brought  into  the  annual  executive  budget-making  process 
at  an  early  stage — perhaps  at  the  time  when  departmental  programs 
and  requests  are  submitted  to  the  central  planning  and  budgetary 
units . 
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6_.   Central  authorities  and  line  agencies  should  provide  all 
budgetary  and  other  information  to  the  district  councils  relating 
to  the  delivery  of  city  services  within  the  district. 
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7.   Central  authorities  and  line  agencies  should  provide  a 
full  discussion  and  accounting  in  response  to  all  proposals  which 
the  local  councils  may  make  with  regard  to  the  manner  of  performing 
services  or  allocating  resources  within  their  districts.   The 
Office  of  the  Mayor  should  review  and  decide  disagreement  or  dis- 
satisfaction with  the  response  of  line  agencies  to  the  local 
council's  proposals. 

These  proposals,  the  Commission  believes,  should  constitute 
an  initial  stage  in  what  may  be  a  long  process  of  developing  commu- 
nityself-gOvernment  in  Boston.   It  should  be  regarded  as  an  experiment 
which,  if  successful,  will  lead  to  furhter  decentralization  of 
authority  and  responsibility  to  local. communities  in  the  City. 


-12- 


( 


( 


V    Fiscal  Systems 

II 
The  Commission  examined  in  detail  various  fiscal  processes  of 

the  City.   The  reforms  recommended  aim  at  indicating  more  flexible 
and  productive  sources  of  revenue  for  the  City,  improving  the 
framework  for  intelligent  decision-making  by  city  officials, 
increasing  city  officials'  management  control  of  the  city 
machinery,  and  alleviating  inefficiency  and  waste  in  the  City's 
financial  dealings.   Boston's  total  operating  budget  is  now 
approaching  $350  million  each  year,  with  an  annual  capital  budget 
of  almost  $35  million.   The  very  size  of  its  operations  demands 
that  the  City  utilize  the  most  modern  and  efficient  management 
techniques  available.   The  Commission  believes  that  its  recommenda- 
tions help  provide  these  techniques. 

A.  Tax  Resources 

The  Commission  believes  that  Boston's  complete  reliance 
on  the  property  tax  unnecessarily  inhibits  the  City's  revenue  base 
growth,  places  a  heavy  tax  burden  on  the  poor,  and  significantly 
harms  the  quality  of  housing  in  the  City.   To  expand  Boston's 
sources  of  revenues  the  Commission  recommends  that  state  aid 
should  promptly  be  increased  by  $500  million  on  a  statewide  basis, 
and  that  present  state  aid  formulas  should  be  revised  to  better 
distribute  existing  aid  on  a  need  basis.   However,  if  such  increased 
aid  cannot  be  obtained  in  the  immediate  future,  the  City  should 
seek  legal  power  through  a  Constitutional  amendment  to  adopt  a  tax 
on  income  earned  in  Boston.   The  City  should  then  also  enact  a 
service  charge  on  private  tax  exempt  institutions. 

B .  The  Budget  System 

The  budget  system  of  the  City  should  be  modernized  by 
the  introduction  of  a  comprehensive  planning,  programming,  budget- 
ing system  for  both  the  capital  and  operating  budgets  and  reform 
of  present  administrative  controls  over  departmental  expenditures. 

C.  The  Auditing  and  Accounting  Functions 

The  city  Auditor's  present  duties  as  chief  city  account- 
ant . £\V»r.u"M.  be  transferred  to  a  new  Office  of  General  Accounting. 
The  Auditor  should  then  be  given  duties  to  conduct  post-audits  of 
city  operations  on  a  continuous  basis.   The  post-audits  should 
include  checks  of  city  contracts  to  ascertain  that  proper  bidding 
and  awarding  procedures  have  been  followed  and  regular  spot-checks 
of  departmental  payrolls  to  insure  that  individuals  are  receiving 
the  proper  pay  and  are  placed  in  prescribed  positions.   The  Auditor 
should  be  required  to  compile  information  on  such  matters  as  the 
total  amount  of  contracts  made  with  individual  firms,  and  the 
amount  of  overtime  pay  received  by  individual  employees.   In  addi- 
tion, the  Auditor  should  publish  regular  reports  on  the  financial 
operations  of  individual  departments  and  programs,  and  on  various 
city  fiscal  operations,  such  as  debt  management  and  property  tax 
abatements. 
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The  Auditor  should  be  appointed  by  the  Mayor  with  City 
Council  confirmation  for  a  six-year,  non-renewable  term.   He 
should  be  required  to  be  a  certified  public  accountant. 

t 

D.  Contract  Procedures 

The  City  should  modify  its  contract  procedures  to  allow 
for  the  elimination  of  performance  bonding  upon  the  discretion  of 
Purchasing  Department  officials,  to  increase  the  contract  price 
limit  for  informal  bidding  procedures  from  $2,000  to  $5,000,  and 
to  reorganize  the  system  of  interdepartmental  reviews  of  contracts, 

E.  Assessing  Practices 

The  Assessing  Department  should  be  reorganized  to  give 
the  Board  of  Review  power  to  grant  or  refuse  abatements,  subject 
to  a  veto  by  the  Commissioner  of  Assessing.   The  Department  should 
be  required  to  collect  and  publish  annual  information  regarding 
sales-assessment  ratios  for  all  properties  and  classes  of  property 
throughout  the  City.   The  City  Auditor  should  post-audit  on  a  spot- 
check  basis  individual  assessments  throughout  the  City.   Finally, 
the  City  should  introduce  legislation  to  revive  in  modified 
form  the  Constitutional  Amendment  allowing  property  classifications 

F.  Tax  Title  Procedures 

The  Commission  recommends  that  legislation  be  enacted 
to  shorten  the  period  now  required  before  the  city  can  gain  title 
to  tax  foreclosed  property.   In  addition,  interest  rates  on  tax 
delinquent  property  should  be  increased  and  should  be  tied  to 
the  federal  discount  rate. 
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VI   Civil  Service 

The  vast  majority  of  employees  in  Boston  city  government  are 
subject  to  the  state  civil  service  system.   They  must  satisfy 
state  standards  of  eligibility  for  their  position,  and  they  hold 
a  form  of  state-enforced  tenure  which  established  extensive  rights 
for  employees  in  cases  of  discharge,  promotion,  demotion,  suspension, 
or  transfer.   The  Commission  believes  that  this  system  is  completely 
inadequate  to  meet  the  personnel  demands  of  modern  city  government 
and  recommends  that  it  be  fundamentally  reformed. 

A.  Problems  with  Present  Civil  Service  Procedures 

The  present  civil  service  system  makes  recruitment  difficult. 
The  state  Civil  Service  Division  acts  as  a  screening  agency,  not 
as  a  personnel  service  to  attract  people  to  city  government.   More- 
over, the  state  civil  service  system  hampers  any  city  recruitment 
efforts:   rigid  seniority  rules  limit  prospects  for  advancement; 
slowness  in  processing  frequently  delays  job  appointments  for  up  to 
eight  months;  and  appointment  priorities  are  weighted  by  statutory 
requirements  such  as  absolute  preference  to  disabled  veterans  that 
often  discourages  others  from  applying.   As  a  result  of  these  problems, 
the  civil  service  system  has  failed  to  interest  young  people  in  city 
employment  (the  average  age  of  Boston  city  employees  is  ^6,  and  the 
average  entry  age  is  33).   Civil  Service  is  a  system  of  great  procedu- 
ral complexity  designed  to  protect  and  allocate  scarce  jobs.   But 
in  today's  market  where  opportunities  in  the  private  sector  are  more 
attractive  and  not  enough  persons  apply  to  fill  civil  service  vacancies, 
it  has  become  excessively  cumbersome  and  somewhat  misdirected. 

Moreover,  the  civil  service  structure  and  procedures 
impede  effective  city  management.   Promotion  is  based  almost  entirely 
on  seniority.   In  most  instances  an  employee  or  the  state  Civil 
Service  Director  can  veto  a  transfer  to  a  different  job  or  assignment 
of  additional  responsibilities.   These  restrictions  often  prevent, 
or  render  exceedingly  difficult,   the  kinds  of  staff  mobility  necessary 
to  meet  unusual  workloads,  to  relieve  personnel  conflicts,  and  to 
develop  new  forms  of  open-ended  career  jobs  that  would  allow  creative 
and  forceful  response  to  the  periodic  crisis  and  constant  pressures 
that  confront  city  government  in  the  1970 's. 

B.  p°.comr,endations  of  the  Commission 

The  Commission  urges  that  the  City  take  steps  to  design 
and  implement  a  new  merit  system  for  Boston  through  special  enabling 
legislation.   A  new  merit  system  should  possess  the  following 
general  features: 

1.   Recruitment  and  hiring  procedures:   Responsibility  and 
funding  for  recruitment  should  be  lodged  with  the  city  departments  . 
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The  Division  of  Employee  Relations  should  be  available  to  assist, 
advise  and  consult  on  recruitment,  as  well  as  maintain  centralized 
records  and  standards  of  control.   Applicants  should  take  written 
examinations  like  the  federal  civil  service' entrance  examinations 
or  the  present  continuous  examinations  administered  by  the' Civil 
Service  Division  in  general  areas. 

i 

2.  Tenure :   a  one-year  probationary  period  of  employ- 
ment should  be  established.   During  this  period  dismissal  without 
cause  would  be  permitted.   Following  the  expiration  of  this  period, 
the  employee  would  be  entitled  to  such  job  security  and  procedural 
due  process  as  has  become  customary  under  collective  bargaining 
agreements. 

3.  Promotion:  the  promotion  system  should  be  based 
on  departmental  performance  ratings,  participation  in  training 
programs,  seniority,  and  any  other  evaluation  procedures  which 
take  fairly  into  account  ability  and  experience. 

A  new  merit  system  on  this  basis  would  entail  a  major 
change  in  the  present  civil  service  system  for  Boston  and  would 
require  extensive  administrative  preparation  and  training.   The 
Commission  believes,  however,  that  the  effort  involved  would  greatly 
enhance  the  quality  of  Boston  government. 
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VII  Reorganization  of  Housing  and  Development  Functions 

A.  The  Problem  ■  *  l 

At  the  present  time,  Boston's  housing  and  development 
functions  are  principally  performed  by  the  following  agencies: 
The  Boston  Housing  Authority,  Boston  Redevelopment  Authority, 
Building  Department,  Housing  Inspection  Department,  Public 
Facilities  Department,  Public  Improvement  Commission,  Public 
Works  Department  and  the  Real  Property  Department.   Although  the 
Mayor  appoints  the  heads  of  most  of  these  agencies,  he  does  not 
always  control  either  the  Boston  Housing  Authority,  the  Boston 
Redevelopment  Authority  or  the  Building  Department.   The  Mayor 
cannot  appoint  a  majority  of  the  members  to  either  Authority 
until  his  term  of  office  is  more  than  half  over.   Similarly,  the 
Building  Commissioner  is  appointed  for  a  five-year  term,  which 
prevents  the  Mayor  from  controlling  the  Building  Department  from 
the  outset  of  his  term. 

As  a  result  of  this  organizational  scheme  no  agency  or 
procedure  exists  to  coordinate  the  planning  and  operations  of  the 
various  agencies  performing  housing  and  development  functions. 
While  the  Mayor  can,  in  theory,  coordinate  the  activities  of  those 
agencies  that  are  under  his  control,  as  a  practical  matter  this 
means  little  without  the  power  to  coordinate  the  activities  of 
the  Authorities  and  to  compel  their  cooperation. 

B.  Recommendations  of  the  Commission 

The  Commission  recommends  that  all  housing  and  development 
functions  be  performed  principally  by  three  new  departments:   a 
Department  of  Development;  a  Department  of  Housing  Services;  and  a 
Department  of  Building  Regulation. 

1.   The  Development  Department:   This  department,  to  be 
headed  by  an  appointee  of  the  Mayor, should  succeed  to  all  the  powers 
and  obligations  of  the  BRA  with  two  exceptions:   powers  of  the  BRA 
as  successor  to  the  planning  board  should  be  transferred  to  the 
Planning  Division  of  the  Executive  Office  of  Administration;  and 
relocation  functions  presently  performed  by  the  BRA  should  be 
transferred  to  the  Housing  Services  Commission. 

The  Department  of  Development  should  perform  the  housing 
development  functions  at  present  performed  by  the  BHA,  the  park 
development  functions  of  the  Parks  and  Recreation  Department,  the 
functions  of  the  Public  Facilities  Commission,  and  the  development 
functions  of  the  Department  of  Public  Works  and  the  Real  Property 
Department . 

The  Commission  believes  that  the  soundest  approach  to 
organization  in  this  area  is  to  separate  development  functions  from 
the  performance  of  other  functions  which,  while  related,  are 


-17- 


( 


concentrated  on  operation  of  day-to-day  programs  in  existing 
facilities.   A  combination  of  all  development  functions  in 
one  agency  will  tend  to  promote  efficient,  well-coordinated 
development  and  will  realize  significant  economies  of  scale. 

2.   The  Department  of  Housing  Services:   This  department, 
which  would  be  headed  by  a  five-man  commission  appointed  by 
the  Mayor,  should  succeed  all  the  powers  of  the  BHA  except  its 
development  functions.   The  management  functions  of  the  Real 
Property  Department  with  respect  to  residential  city-owned 
property  should  be  transferred  to  the  Housing  Services  Com- 
mission.  The  Housing  Services  Commission  should  be  required 
to  appoint  a  Director  of  Housing  Services  who  shall  have  com- 
plete charge  of  the  administration  of  the  Department  subject 
only  to  policy  guidelines  established  by  the  Commission. 
The  Director  should  serve  at  the  pleasure  of  the  Mayor. 

The  Commission  believes  that  a  single  agency  should 
be  responsible  for  the  management  of  all  city-owned  residential 
property,  including  maintenance  and  repair,  and  for  related 
social  services  to  the  occupants  of  such  property.   The  per- 
formance of  housing  management  and  service  functions  for  both 
public  and  other  city-owned  residential  property  is  a  large-scale 
operation,  and  the  agency  responsible  for  these  functions  should 
have  few  other  major  functions  to  perform. 

.3.   The  Department  of  Building  Regulation:   The 
Commission  recommends  that  the  Housing  Inspection  Department  and 
Building  Department  be  consolidated  into  the  Department  of 
Building  Regulation.   Licenses,  permits,  and  certificates  required 
for  the  construction  and  operation  of  housing  and  buildings 
should,  so  far  as  is  practical,  be  consolidated  into  a  single 
agency.   Inspection  of  vacant  lots  and  alleys,  and  inspection  of 
garbage  disposal  from  commercial  establishments  adjacent  to 
dwellings  should  be  performed  by  the  Department  of  Building 
Regulation  rather  than  by  the  Department  of  Public  Works. 

The  Commission  believes  that  combining  most  housing 
and  building  regulatory  functions  in  a  single  agency  will  promote 
efficiency  from  both  an  administrative  and  public  service  perspective 
Experience  in  Boston  and  in  other  cities  demonstrates  that  the 
same  inspectors  may  be  trained  to  inspect  for  both  building 
code  and  sanitary  code  violations.   Moreover,  administrative 
costs  will  be  reduced  if  enforcement  of  both  codes  is  consolidated 
into  a  single  agency. 
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VIII  Licensing  Functions 

A.  The  Present  System 

Numerous  municipal  agencies  issue  a  wide  variety'  of 
licenses,  permits,  certificates,  and  the  like.   These  agencies 
include:   the  Building  Department,  the  City  Clerk's  Office,  the 
City  Council,  the  Fire  Department,  the  Department  of  Health  and 
Hospitals,  the  Housing  Inspection  Department,  the  Licensing 
Board,  the  Licensing  Division  of  the  Mayor's  Office,  the 
Public  Works  Department,  and  the  Traffic  and  Parking  Department. 

The  Commission  believes  that  a  reorganization  of  the 
current  licensing  functions  of  the  City  is  imperative.   The 
present  proliferation  of  licensing  powers  in  more  than  a  dozen 
departments  and  divisions  does  not  achieve  the  standards  of 
efficiency  and  simplicity  essential  to  a  modern  governmental 
operation.   The  internal  management  and  administration  of  licensing 
would  benefit  from  consolidation  of  application,  inspection, 
issuance  and  recording  activities;  efficiencies  and  unit-cost 
savings  could  more  easily  be  initiated.   And  reorganization  of 
the  licensing  structure  would  provide  an  opportunity  to  rationalize 
the  fiscal  and  policy  potentials  of  licensing,  and  elevate  into 
departmental  status  a  function  that  has  often  been  relegated  to 
a  passive  and  low-visibility  routine  of  city  government. 

B.  Recommendations  of  the  Commission 

The  Commission  recommends  that  a  new  Department  of 
Licenses  be  created  to  serve  as  the  principal  licensing  authority 
for  the  City  of  Boston.   The  new  department  would  be  headed 
by  a  Commissioner  of  Licenses  appointed  by  the  Mayor  and  serving 
at  his  pleasure.   In  addition,  a  Licensing  Board  should  be  estab- 
lished to  take  appeals  from  decisions  of  the  Licensing  Department, 
The  three  Board  members  should  be  appointed  by  the  Mayor,  two 
for  terms  coterminous  with  his  and  one  for  a  four-year  term 
commencing  in  the  middle  of  the  Mayor's  term. 

The  Department  of  Licenses  should  issue  all  city 
licenses,  permits  and  certificates  with  the  following  exceptions: 

1.  Where  the  administration  of  permits  is  so  closely 
tied  to  the  central  responsibilities  of  a  department  as  to  be 
praci-i  ^ai  Ty  inseparable  therefrom,  the  license  function  should 
remain  within  such  department  (for  example,  the  Building 
Department's  issuance  of  construction  permits). 

2.  Where  an  activity  amounts  to  only  a  minor  recording  . 
duty  (such  as  assessment  certificates)  and  transfer  would  only 
increase  paperwork,  the  license  should  not  be  transferred. 

3.  Where  services  are  closely  connected  to  the 
administration  of  a  specific  site  activity  (such  as  the  Franklin 
Park  Golf  Course  or  the  Auditorium) ,  the  transfer  should  not  be  made 
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IX   Boards  and  Commissions  ' . 
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A.  Principles  for  Reform 

In  approaching  the  subject  of  reforming  the  City's 
fifty-odd  boards  and  commissions  the  Commission  adopted  the 
following  general  principles:  i 

1.  Duties  of  a  board  or  commisrlon:   Boards  are 
generally  an  inappropriate  means  to  carry  out  administrative  or 
executive  duties:   They  defuse  responsibility,  tend  to  slow  down 
action,  and  generate  inappropriate  forms  of  bargaining  and 
maneuvering  in  the  decision-making  process.   Boards  can, 
however,  legitimately  perform  legislative  functions,  in  the 
manner  of  the  Zoning  Commission  and  Air  Pollution  Control 
Commission,  by  promulgating  rules  and  regulations  within  the 
area  of  their  administrative  purview.   The  importance  of 
representation  of  various  interests  justifies  reliance  on  a 
board  rather  than  a  single  commissioner.   Finally,  judicial 
functions  usually  involve  conflict-resolving  decisions  in  which 

a  multi-member  board  affords  a  certain  restraint  upon  ill-advised 
or  corrupt  decisions  without  incurring  major  countervailing 
costs  of  delay  and  inefficiency. 

2.  Term  of  office  and  size;   In  general,  experience 
suggests  that  boards  require  at  least  five  members  to  encourage 
a  broad  range  of  viewpoints,  but  that  more  than  seven  members 
tend  to  detract  from  the  expeditious  and  efficient  conduct  of 
board  business.   Hence,  in  most  cases  a  board  with  between  five 
and  seven  members  is  preferred. 

For  reasons  articulated  in  detail  in  Part  One  (Intro- 
duction, section  II. C.)  of  this  report,  the  Commission  generally 
favors  providing  the  Mayor  with  appointive  power  over  board 
members  for  whose  activities  he  is,  or  should  be,  accountable  as 
chief  executive  of  the  City.   Thus  the  Commission  generally 
favors  requiring  board  members  to  serve  at  the  pleasure  of  the 
mayor  or  at  least  allowing  the  mayor  to  appoint  a  majority  of 
the  board  at  the  beginning  of  his  term. 

B.  Recommendations  of  the  Commission 

1.   In  line  with  these  principles,  the  Commission 
reco'nunenuti'  that  tne  following  boards  be  abolished: 

Administrative  Services  Board 
Assessing  Board 
Auditorium  Commission 
Board  of  Examiners 
Boston  Housing  Authority 
Boston  Redevelopment  Authority 
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Committee  on  Foreclosed  Real  Estate 

Committee  on  Licenses 

Freedom  Trail  Commission 

Licensing  Board 

Parks  and  Recreation  Commission 

Public  Facilities  Commission 

Public  Improvement  Commission  l 

Public  Safety  Commission 

Real  Property  Board 

2.   The  following  boards  should  be  modified  in  some 
form  to  conform  to  the  Commission's  principles: 

Air  Pollution  Control  Commission 

Art  Commission 

Back  Bay  Architectural  Commission 

Beacon  Hill  Architectural  Commission 

Board  of  Appeal 

Board  of  Election  Commissioners 

Board  of  Health  and  Hospitals  and  Trustees  of 

Health  and  Hospitals  of  the  City  of  Boston 
Board  of  Review  of  the  Assessing  Department 
Commission  on  Elderly  Affairs 
Conservation  Commission 
Consumers  Council 

Coordinating  Council  on  Drug  Abuse 
Development  and  Industrial  Commission 
Suffolk  County  Courthouse  Commission 
Traffic  and  Parking  Commission 
Youth  Activities  Commission 
Zoning  Commission 


J 
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Boston  Finance  Commission 


A.  Present  Functions  •  j  .  ' 

In  the  early  years  of  its  existence,  the  Finance  Com- 
mission was  preoccupied  with  discovering  and  rooting  out  municipal 
corruption.   Considerably  less  time  was  spent  on  research  into 
city  technical  or  financial  problems.   Through  the  years  the 
emphasis  has  gradually  shifted  in  the  direction  of  research. 
The  present  work  of  the  Commission  includes  the  issuance  of  two 
or  three  formal  research  reports  each  year;  informal  consultation 
with  department  personnel  to  assist  in  resolving  particular 
problems;  investigations  into  any  possible  improprieties  in  city 
operations;  and  review  of  all  city  contracts  over  $2,000.00 
that  are  awarded  without  formal  bidding  procedures. 

B.  Recommendations  of  the  Commission 

In  other  sections  of  their  Report  this  Commission 
recommends  that  the  research  and  investigatory  powers  of  certain 
other  city  agencies  be  significantly  increased.   These  recom- 
mendations include  the  establishment  of  a  Division  of  Administration 
and  a  Division  of  Planning  within  the  Executive  Office  of 
Administration  to  provide  on-going  reviews  of  city  programs  and 
operations;  the  transfer  of  the  accounting  functions  of  the 
City  Auditor  to  enable  him  to  conduct  continuous  post-audits 
of  city  financial  procedures  and  policies  and  to  analyze  the 
efficiency  and  effectiveness  of  city  programs;  and  the  affirmation 
of  the  investigatory  powers  of  the  City  Council,  which  body  can 
certainly  perform  a  watchdog  role  over  the  city  administration. 

These  recommendations  clearly  lead  to  a  duplication  of 
the  present  role  performed  by  the  Finance  Commission.   The 
existence  of  two  internal  and  one  relatively  independent  research 
agencies  together  with  the  investigatory  capacity  of  the  City 
Council  eliminate  the  need  for  another  such  agency.   For  this 
reason  the  Finance  Commission  should  be  abolished. 
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I.     Statement  of  Mayor  Keven  H.  White  upon  Completion  of 
the  Home  Rule  Commission  Final  Report 

Kevin  H.  White  Frank  Tivan,  Jr. 

Mayor  Director  of  Communications 

FOR  RELEASE  -  APRIL  11,  1971,  Sunday 

It  gives  me  great  pleasure  to  accept  the  Final  Report  of 
the  Home  Rule  Commission.   The  Commission  members  and  staff 
have  worked  diligently  over  the  past  2  1/2  years  and  have  produced 
a  truly  admirable  document.   For  their  efforts,  I  owe  them  a 
personal  debt  of  gratitude. 

In  developing  its  proposals  the  Commision  worked  closely 
with  members  of  this  Administration.   As  a  result,  action  has 
been  initiated  on  a  number  of  the  Commission's  recommendations 
before  completion  of  the  Final  Report.   Legislation  has  already 
been  submitted  to  the  City  Council  for  reorganizing  the  Housing 
and  Development  functions  of  the  city  and  modifying  the  staff 
services  available  to  the  Mayor. 

Bills  have  been  filed  in  the  legislature  to  improve  the 
city's  tax  title  system  and  to  revise  city  contract  procedures. 
And  administration  action  has  begun  on  recommendations  that  do 
not  require  legislative  change.   These  include  the  introduction 
of  a  planning,  programming  budget  system,  measures  to  streamline 
the  city's  billing  procedures ,  and  the  initiation  of  negotiations 
with  state  Civil  Service  officials  toward  delegation  to  the  city 
of  certain  powers . 

Now  that  the  Commission  has  submitted  its  Final  Report,  I 
have  instructed  the  Law  Department  to  draft  legislation  on  the 
following  proposals:   establishment  of  a  new  Department  of  Licenses 
to  consolidate  the  city's  licensing  system;  revision  of  the  city's 
Civil  Service  system  along  the  lines  of  a  merit  system;  and 
redefinition  of  the  powers  of  the  City  Auditor  to  enable  him  to 
conduct  thorough  post-audits,  and  establishment  of  a  new  Office 
of  General  Accounting  which  would  perform  the  functions  now 
lodged  with  the  Auditor. 

...  Tn  a.d.d-1  t-ion,  T  have  instructed  the  Law  Department  to  prepare 
a  detailed  study  of  what  legislative  changes  will  be  required  to 
reform  the  city's  more  than  50  boards  and  commissions  according 
to  the  principles  recommended  by  the  Home  Rule  Commission. 
Reform  of  the  Assessing  Department  will  be  undertaken  as  soon  as 
the  Finance  Commission  completes  its  study  of  that  department 
later  this  spring. 

The  final  group  of  Commission  recommendations  are  those 
regarding  decentralization,  the  School  Committee,  the  City  Council, 
and  the  Finance  Commission.   These  proposals  advocate  fundamental 
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reform  of  primary  governmental  activities  and  institutions .   Such 
reform  is,  in  my  judgement,  essential  if  Boston  is  to  respond 
effectively  to  the  demands  of  this  decade.   The  broad  objectives 
of  the  Commission  reforms — to  give  the  City  Council  and  the 
Mayor  greater  overall  responsibility  for  all  city  activities — 
clearly  point  out  the  direction  the  City  must  take,  and  I  endorse 
them  wholeheartedly. 

I  do,  however,  have  specific  reservations  regarding  the 
relationship  of  district  councils  with  the  city's  schools  and 
city  Departments  and  regarding  the  power  of  the  City  Council  to 
over-ride  a  mayoral  veto  of  budget  increases.   But,  regardless 
of  my  view  on  the  details  of  the  Commission's  proposals,  I 
believe  that  they  should  be  given  a  full  and  reasoned  public 
examination  by  the  citizens  of  Boston,  and,  particularly,  by 
all  candidates  for  city  office  in  1971^ 

The  Home  Rule  Commission  has  submitted  its  report  to  me, 
as  Mayor  of  Boston.   But  the  report  is  not,  and  should  not  be- 
come, a  report  strictly  for  me  or  my  Administration.   Rather  it 
must  be  for  all  Bostonians,  to  be  digested,  debated  and,  hopefully, 
adopted  in  some  form  over  the  course  of  the  next  few  years. 
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II   Commission  Members  and  Staff 


William  I.  Cowin 


Chairman,  Massachusetts  Department  of 
Public  Utilities;  former  Special  Counsel 
to  the  Mayor  of  Boston.   B.A.,  Harvard 
College;  L.L.B.,  Harvard  Law  School. 
Director,  Roxbury  Multi-Service  Center; 
Former  member,  Housing  Reorganization 
Committee  of  Citizens  Housing  and 
Planning  Association. 

Rev.  Thomas  J.  Fleming  Pastor,  St.  Patrick's  Church,  Roxbury, 

Massachusetts.   B.A.,  Boston  College. 
Attended  St.  John's  Seminary.   Member 
of  Model  Neighborhood  Board  and  the 
Boston  Urban  Affairs  Committee. 


Barney  Frank 


Herbert  P.  Gleason 


) 


Former  Executive  Assistant  to  the 
Mayor  of  Boston.   Fellow  at  the  Kennedy 
Institute  of  Politics,  Harvard  University 
B.A.,  Harvard  College;  M.A.  Harvard 
University . 

Corporation  Counsel,  City  of  Boston. 
B.A.,  Harvard  College;  L.L.B.,  Harvard 
Law  School.   Member,  City  of  Boston 
Board  of  Health  and  Hospitals;  former 
President,  United  South  End  Settlements. 


Harold  G.  Kern 


Publisher  of  RECORD  AMERICAN  and  SUNDAY 
ADVERTISER  (Hearst  Newspapers),  B.A., 
Harvard  College.   Vice  President,  Boston 
Chamber  of  Commerce;  Director,  Boston 
Better  Business  Bureau. 


Patrick  F.  McDonough 


General  Counsel,  Massachusetts  Depart- 
ment of  Public  Works .   Former  Boston 
City  Councillor.   B.S.,  Boston  College; 
L.L.B.,  Boston  University. 


Frank  I.  Michelman 


Professor  of  Law,  Harvard  University. 
B.A. ,  Yale  University;  L.L.B.,  Harvard 
Law  School.   Co-author  of  Materials  on 
Government  in  Urban  Areas  (1970) . 


Thomas  J.  Moccia 


Director  of  Public  Affairs,  Greater 
Boston  Chamber  of  Commerce.   B.S., 
Suffolk  University;  M.P.A.,  Wayne  State 
University.   Secretary  and  member  of  the 
Executive  Committee  of  Metropolitan  Area 
Planning  Council. 
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Mrs.  Laura  B.  Morris 


S.  Patric  Scavotto 


I.  Edward  Serlin 


Director,  Program  Development,  Office  of 
Research  and  Planning,  State  Department  of 
Public  Welfare.   B.A.,  Temple  University; 
M.S.W.,  Columbia  University  School  of 
Social  Work.  -     i 


Assistant  Professor,  Harvard  School  of 
Dental  Medicine.   B.S.,  Bates  College; 
D.M.D.,  Tufts  University  School  of  Dent- 
istry; Fellow,  American  College  of  Dentists 
Assistant  Treasurer,  Mass.  Dental  Society; 
Member,  West  Roxbury  Advisory  Council. 

State  Representative,  Ward  1*1, 
Dorchester-Mattapan . 


Mrs.  Karle  Siegfriedt 


Wife,  mother  of  five  children.   Present 
Voting  Rights  Chairman  League  of 
Women  Voters  of  Massachusetts. 


Mario  Umana 


State  Senator  and  Senate  Majority  Leader, 
Commonwealth  of  Massachusetts.   B.A., 
Harvard  College;  L.L.B.,  Harvard  Law  School 
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